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Abstract:
The purpose of this qualitative study was to discoverthe impact of the infusion
core values in the workplace on leaderifollower behavior.

of

A hybrid of transformational

leadership and servant-leadership theories called the value-based approach to leadership
was used for analysis of data gathered. Conclusions indicate that infusion of core values
has a positive impact on

follower trust, support for followers

as

holistic persons builds

commitment, and a positive organizational culture binds individuals into a common
8roup with shared goals. Anecdotal evidence provided indicates transference of core
values from followers to customers, influencing customer satisfaction.

For my friend who taught me leadership through perseverance, tenacity, humor, and faith.
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Introd uction of Ca

Studv

Finding quality leadership is difficult. Opinions abound as to what is and is not
good leadership. Moreover, methods of leadership seem to come and go like fashion

fads. Several questions arise when thinking about truly effective, quality leadership: Do
quality leaders evolve from life experiences? Do quality leaders learn from the
mentoring of others? Do quality leaders use the tools of many leadership theories to be
effective and how are these theories learned or applied? Are these leaders aware of how
and when he/she applies a leadership theory in day to day work

life? Lastly, is the

efficacy of leadership a result of the ethical standards held by the leader? In short, how
are personal and professional values woven together to have an impact on

leadership/followership? The hypofhesis for analysis is this: Does quality leadership
begins with a person of high ethical standing, who is a product of life's journey

of

learning, ffid who is a practitioner of sound and timeless leadership theory, which may be
applied cognitively or intuitively? This value-based leadership approach,*,ill be tested in

this qualitative research project.

While the ensuing case study seeks to substantiate the hypothesis, it is important
to note that the study does not intend to evaluate personality characteristics of the subject
of the study- It is of no importance to the study to determine whether the values applied
by the subject are sound, but rather that stated values do exist and are being
cornmunicated to followers. It is of great importance to a leader.qhip study to see how
ethical principles and values are woven into the workplace and to determine the effect
the application of such on followers and workplace culture. In addition, it is not the

of

intention of this study to advise the subject on leadership nor is it meant to inform the
subject or other participants about how each are perceived. Simply stated, the purpose

of

this study is to visit a successful leader at his workplace to observe, within the construct
of day to day business, the interactions and attitudes of both leader and followers.
PrimarllY, the case sfudy seeks to learn from observation and interviews, an in depth view
of what makes this particular leader effective. In the journey of life, what particular
events or mentors had an impact on the leader's present

style?

Does the leader apply

various leadership theories and, if so, are these applied intentionally? What are the core
values of the organization and/or leader and are these values transferred to followers, and

if

so,

how? From analysis of the information gathered during research and from an

understanding of key leadership theories, generalizations will be made about the impact

of strong values in the workplaee oll organizational culture and follower behaviors.

Literatu

Review

Summarv of Empirical Studies
Enrpirical research on the topic of value-based leadership appears to be somewhat
sparse. However, transformational leadership, which tends to support a value-based
approach and focuses on the values of followers, has been shown to increase job

satisfaction. Transtbrmational leadership components that rnotivate employees include
values, symbols, and shared vision (Lashway, 1998). Increased employee trust and job
satisfaction along with a decrease in workplace conflict were shown to be tied to

transformational leadership behaviors such as articulated vision, modeled leadership
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consistent with the vision, accepted group goals, and individualized support (Podsakoff,

MacKenzie, and Bommer, 1996). In other research, Yusof (1998) found a positive
correlation between transformational leadership behaviors and the job satisfaction

of

NCAA coaches. Fuller, Morrison, and Jones (1999) were able to showthat the
transformational leadership component of psychological empowerment was an
"enhancer" ofjob satisfaction. Others connected higher sense of mission and purpose in
shared group work as well as increased support for goals with transformational leadership

qualities (Keller, 1995, and Carr ,lgg7).

Overview of Related Topics
The Robert K. Greenleaf Center for Servant-Leadership in Indianapolis is devoted

to "...improve the caring and qualitl'of all institutions through a new approach to
leadership, structure and decision-making" ("Building Better Institutions", lggT).
Servant-leadership lists as values service to others, fostered sense of community, and
shared decision-making. In his writing about servant-leadership, Stephen Covey (1998)

claims that there are "two powerful forces" in the world today. The first is globalization

of markets and technology and the second is holding timeless principles that o'...produces
value in markets, organizations, farnilies, and, most significantly, individual's lives. One

of these fundamental, timeless principles is the idea of servant-leadership" (p. xi).
Stephen Covey (1991), in Principle-Centereri Leadershtp, speaks of moral

compassing as a set of principles held by the leader which govern behavior. Covey
makes a point to distinguish between principles and values. Values are corlmon beliefs

that can be held individually or shared by a group. However, Covey points out that

J

values may not necessarily be in line with fundamental and ethical principles for human

behavior. To support his case, Covey suggests that Hitler's leadership was distinctly
value driven but lacked such principles as human dignity and respect. Covey asserts that

Hitler's drive to unite Germany was a management map. What is needed for great
leadership instead of a map is a moral compass based on principles.
Thomas Cronin (1989) contends that ahealthy self-awareness is the basis of a

confident leader. Cronin states that rnany things can defeat self-esteem such as financial
or marital problems or health issues.

Plainly, it is difficult to handle life, not to mention leadership responsibilities,
people feel they do not control their own lives. This emotional feeling

if

of

helplessness inevitably leacls people to believe they aren't capable, they can't do
the

job. It also inhibits'risk-taking and just about all the qualities associated with

creativity and leadership (p. 55).
Workplace culture is defined as the unrwitten code of behavior for employees.

It

encompasses feelings and attitudes brought about by the way employees act or dress or

from the values held by employees. Some of the ways in which cuiture is promulgated is
by stories or symbols (Daft, 1998). Daft describes the stages of development of
organizations inOrganizational Theory and Design (1998). The collectivity stage is the
second phase of the

life of an organiization and is characterized by a strong mission, clear

goals, and general acceptance by the follower of his/her place in the organization success

(Daft, 1998).
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SummarT of Leadership-.Th gories

It

seems plausible that a leader applies some integration

of dif.ferent leadership

theories. It would appear that a value-based approach to leadership may borrow from
both transformational leadership behaviors. which tend to focus on inspiration to a higher
cause or shared goal, and servant-leadership strategies, which stress serving follower
needs

first. Fundamentally, a leadership style founded on a core set of values and ethical

principles consistently applied may be a hybrid of these traditionally defined theories.

The S ervant-Leaders hip Perspective
Robert Greenleaf, in the 1960s, postulated that great leaders first seek to serve
others and then are cornpelled to lead. Greenleaf asserted that it is the "deep desire to

help others" that brings r+ith it a deep sense of conrmunity at work along with a "sharing
of decision rnaking" (Speflrs,. l99S). . Sen'ant-ieadership strcsses a framework of upside
down hierarchy. A visual image of the servant-leader is created nicely by WellSpring's
Program Director, Don Zimmer. Zimmer (1997) likens the servant-leader to that of a

potter. The image of
and dilegence of the

a lump

of clay, formless and misshapen is transformed by the skill

potter. With

a slight change of harrd, the potter can alter the course

of the vessel while continuously supporting the piece. A servant-leader shapes and
facilitates others to grow and learn and serve. The image of the vessel is upwardly
limitless and supported by experience. The direct contrast is made to a traditional
hierarchical model of Ieadership which Zimmer describes as a stifling lid, hotding down

creativifv and follower growth.
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A long time student of the servant-leadership theory, Larry Spears (1998)
distilled many original works by Greenleaf and has formulated ten major characteristics
of servant-leadership. These ten characteristics are described below:

.

Communication skills are of great value for leaders. Listening, particularly to
hear the shared vision of followers, is of utmost irnportance. Lrstening

in

support of followers as well as to one's inner self are aspects of this servantleadership characteristic.

.

Empathy for the others suggests that the servant-leader seeks to understand
followers as holistic persons and assumes, primarily, that all followers act in
good faith. The servant-leader may find behavior disruptive but always

affirms the goodness of the person. To distinguish from sympathy, which can
be described as the sharing rn "the interests of anether, ernpathy is the

participation in another's interests either from one's own experiences or from
a

.

willingness to see issues frorn a follower's perspective.

The affirmation of healing in both body and spirit is transforming and is a
characteristic of great strength in the servant-leaclership theory. Senrantleaders tend to be keenly aware of self and others, particularly in the ethical

dimension or in value self-assessments.

.

This awareness will typically assist in working with situations that inyolve
moral dilemmas or ethical conflicts.

t

Servant-leaders typically build consensus among followers and use

persuasion as opposes to manipulation to reach decisions.

5

e

Leadership requires vision and the visionary aspect of servant-leadership has
been coined

conceptualization. Conceptualization is not the operational

piece of management but rather the cutting edge thinking which goals,
processes, and roles support.
a

Having learned from the past, the servant-leader is aware of the present and

intuitively sensitive to the future as he/she seeks to make decisions. The
foresight of the senrant-leader, claims Spears, is one characteristic that is
intrinsic in the makeup of the leader and less likely to be a learned skill.
a

Stewardship espouses a greater good or a vision that supports a Iarger
overarching purpose. Certainly, stewardship in this definition flows from the
servant-leader in hislher cbmpulsion to senre others' needs.

a

Commitment to the growth of others is a characteristic of servant-leadership
which flows out of not only an affirmation of the follower but a commitment
to assist the follower in attaining personal as well as professional goals. This
commitment can be as simple as allowing followers to express opinions about
processes that affect them.

t

Finally, servant-leaders are committed to fostering a sense of community at

work. People serving together in a common fashion in a shared

space who

treat each other with dignity and respect are the makeup of a workplace

community (Spears, I 998).

,7

The Transformational Leadership Theory of fames Mac$regor Burns

a

By his own definition, James MacGregor Burns (1978) calls transforming
leadership a relationship between leaders and follower that "raises one another to higher
Ievels of motivation and morality." The transformational leaders unite followers to a

corlmon vision and motivate them to reach common goals. Burns contrasts
transformational with transactional leadership indicating the latter is an exchange of
goods for services or pay for

work. Transformational leadership

transcends the simple

exchange to a motivating force for both leader and led.

Transformational leadership strategies seem to strengthen or modiff followers
behaviors, particularly values or aspirations, seemingly raising the standard of workplace

motivation or productivity (Yusof, l9?8). Examples of transformational strategies
include:

o

Intellectual stimulation

.

Idealism

.

Motivation through values, symbols, and goals

o

Articulated vision

.

Individualized support

.

Strong culture (Ca,m, 1997, Lashway, 1998, Liebowitz, l9g8, Keller, 19g5,

Podsakoff et a1., 1996, and yusof, tggS).
As empirical studies have shown, follower reaction to these strategies include:

e

Increased achievement of goals

r

Higher sense of purpose

I

job satisfaction and

a

Greater

a

Increase in acceptance of shared goals (Carr, IggT , Lashu,ay, I 9gB, Keller,

a higher level of trust

1995, Podsakoff et al., 1996, and Yusof, lggS).

Introduction of the value-Based Approach to Leadership
Clearly, transformational and servant-leadership strategies seem beneficial when
applied as leadership styles. Five elements are similar or very closely aligned in both

strategies. Figrue

I illustrates key commonalties

between both theories of leadership as

well as the unique features. Seven characteristics emerge from combining these
Ieadership theories and, for the purposes of data analysis, urill be reclassified as the
characteristics of the Value-Based Approach to Leadership. Figure 2 illustrates the

merging of the two theories and each new characteri$ic. These characteristics include:
Organizational culfure
Infusion of values, symbols, and goais
Support for fbllowers

Intellectual stimulation

Visioning
Awareness
Stewardship
The combination of the emergent Value-Based Approach to Leadership
characteristics and the intrinsic nature of the leader are assessed in the methodology.
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Figure

l:

Key Commonalties Between
Transformational and Seruant-Leadership
Strategies
Transformational Leadership

Servant-Leadership

o

Strong Culture

.

.

Individual Support

.

a

Idealism and Articulated

o

Motivation through Values, Symbols, Goals

Vision

.
o

Community
Commitment to Others, Empathy
Healing, Listening
Foresight and Conceptualization
Persuasion and Community

Unique F'eatures of
Transformational and Servant-Leadership
Strategies
Transformational Leadership

Servant-Leadership

.

.

Stewardship

r

Awareness

Intellectuai Stimulation

l0

Figure 2

Characteristics of
Value-Based Approach to Leadership
Traditional Theory Characteristics

Iransformational and Seryant-Leadership

Emergent Theory Characteristics

Value-B

Aporoach

Strong Culture + Community

Organizational Culture

Individual Support + Commitment to Others
Empathy, Healing, Listening

Support for Followers

Idealism, Articulated Vision + Foresight,
Conceptualization

Visioning

Motivation through Values, Symbols. Goals +
Persuasion, Community

Infusion of Values, Symbols,

Intellectual Stimulation

Intellectual Stimulation

Stewardship

Stewardship

Awareness

Awareness

Goals

The Oualitative Research Design

The Case Study Methodology
The methodology used for the study included observation and interviews on site.

All interviews were conducted in quiet, private
candid information

space allowing for free interaction and

flow. Each interview was prefaced with

an explanation of the scope

ll

of the case study, an overview of the procedure, and the assurance of the confidentiality
of each interviewee. Each participant in the study read and signed a consent form.

Additional observation made by the researcher of employee interaction and workplace
culture were annotated.

Scope of Data Collection

The questions for the interview of the subject of the case study were constructed

to:

1. Test for the presence

of ethical principles in the workplace, 2. Test for the

transference and internalization of the core values by followers,

journey, and

4.

3. Find a leadership

Get a sense of the organizational culture. Questions were developed

which pointed to leadership skills that could easily be corroborated by similar questions
posed to participants. Questions were sensitive to transformational and servant-

leadership theory characteristics. Interview questions for the subject are found in

Appendix

A. The researcher

audiotaped the interview with the subject and took down

notes and observations during the process.

Interviews about the subject were conducted with four additional participants

of

varying hierarchical level in the organization. Interview questions were designed to test
for the efficacy of the leader's style and to test for a sense of the permeation into the
workplace culture of the ethical principles and vision of the leader. Raw data from the
four participants' interviews were recorded by the researcher via notetaking. Interview
questions about the subject are found in Appendix B

t2

Description of the Site, Subject, and Participants
The organization which provided the backdrop for the case study is located in a

medium to small town in the Midwest. The organization is a non-profit company

providing a service to higher education. To protect the anonymity of the subject, no
additional information can be given as to the nature of the service provided. The
company is governed by a board of directors and is highly regulated by the Federal

Government. It is important to note that conventional wisdom in the field of higher
education acknowledges this particular company as a leader in customer service and

satisfaction. The company employs about 75 people and adds additional staff for peak
processing times.
The atmosphere of the workplace was noticeably light and energetic. The open

air landscape made it possible"'for the researcher to observe employees at work. The
fabric cubicles were srnall but clean and.attractive. Balloons were tethered to a small
number of workstations indicating ernployment length of servise anniversaries. Bouts
laughter were noted coming from a conference

of

room. A short tour of the facility

included a stop in the break room, which is equipped with a beverage dispenser,
numerous toasters. a carnival style popcorn popper, and a small number of tables in a
spacious, well

lit area. It was explained that

beverages, toast, bagels, and popcorn are

supplied for staffenjoyment daily, free of charge.
The subject of the case study serues as the president and CEO of the organization,

having been promoted to the position upon the retirement of the f'ormer president and

founder. The subject has served in this capacity for approximately two years and has
been with the cornpany for a total of nine years.
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Four participants provided information about the subject. The first, a senior vicepresident, is a long-term employee of the organization and served under the past as well
as present

leader. The second, the chief financial officer, has senred for three years and

has a dual reporting relationship to the president and board

of directors. The third

participant serves as a supervisor and also serued uncler both past and present leadership.
The fourth participant in the study is another long-term employee who senres in a

collections capacity for the organization.

Data.4,

and Inte

tion

The value-based approach to leadership, as defined previously as a hybrid

of

transformational and servant-leadership theories, assumes that the leader is grounded in
ethical principles'or, as Covey (1991) would assert, is the moral compass. Covey suggests

trading the map, (or values) for the colnpass (or principies) to effect a higher order

of

leadership. The principles which the leader lives by are the ideology of the leadership or
the Why. The value-based approach to leadership asserts that values are the way in

which the leader conveys hislher fundamental principles to the followers to carry out the

mission. The value-based approach is the motivator. The data analysis for the case study
first looks at the subject and the ethical principles held therein and then to the followers
and workplace to assess how the principles are infused as values.
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Life Journey of the Subject
In sharing his life's journey the subject, from here on referred to as Carl, spoke
candidly about the people and events which brought him to his current position. In
talking about his childhood, Carl reminisced about three sets of people who firmly
engraved in him a sense of ethics. Parents, close friends, and his first employer are cited

in forming his fundamental principles. From parents Carl learned to be honest. Carl told
a story of a time as a young boy, he shot a street

light out with

a

BB gun. His father

made him buy another light and bring it to the town sheriff and explain what had

transpired. He learned from the incident to make recompense for an error in judgement
but more importantly to choose to do right

first. Carl learned

respect and fundamental

customer service from time spent with the local butcher and also from the work he
performed with the local grocer. The overarching theme in all of the childhood stories, as

well as stories of'his adult life, is a fundamental ethical principle: Take the high road,
stressing the importance of doing the right things (October, l99g).

A fundamental ethical standing is the basis of sound decision-making. It is the
foundation that supports and guides behavior. C. Wellman is quoted by Richard
Johannesen as saying:

An ethical system does not solve all one's practical problems, but one cannot
choose and act rationally without some explicit or

implicit ethical system. An

ethical theory does not tell a person what to do in any given situation, but neither

is it completely silent; it tells one what to consider in making up one's mind what
to do. The practical function cf an ethical system is primarily to direct our

l5

attention to the relevant considerations, the reasons that determine the rightness
and wrongness of any act (Johannesen, 1996, p. 6),

During the interview, Carl stated,

"...

the reason we have financial aid is so

people can achieve their personal goals and beyond that, in order for democracy to

survil'e, we have to have an educated populace" (October, 1999). Carl's belief in the
value of education as it relates to the survival of democracy is a principle he holds dear.
The idea of an ethical guidance system as suggested by Wellman, is relevant in Carl's

journey. Carl's career path led him to serve for

a number of years

for a state financial aid

agency. A pivotal moment in Carl's career came when the state in which he serued voted
down a referendum supporting education. It is important to note that the moment was
and continues to be so significant that Carl recalls the date and time he learned of the

decision. Because the people of the state had chosen not to support something Carl felt
was of utmost importance and because he feit

it violated his principles, he was forced to

make a decision. "The situation became one I could not live with and the state wasn't

going to change." Carl chose to, in his words, "take the high road" and began applying
for jobs (October, 1999). It was at this point when the organization for which he now

works, contacted him with

a

job offer.

When asked why he was sought out for employment by the organization, Carl's
answer was

two-fold. The first involved the character of the former CEO who recruited

him and the second was a self-assessment. "John (a pseudonym for the former CEO) was
one of the most incredible people

I've ever met...entrepreneurial, innovative,

extraordinarily energetic, always trying something new. I think the talent he had was he
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knerv how to pick good people. He knew how to recognize people who had good values
and knew how to work hard...[that] reflected his values, highly principled and well

grounded. He knew that was the kind of people he wanted to surround himself with"
(October, 1999). In response to his own personal qualities, Carl's assessment sums up
nicely the characteristics that contribute to the success of a transformational leader as
defined by Bass, "...the characteristics of behaviors that were primarily responsible for
the followers' internalization of the vision...engendering faith in and trust of the

leader-.." (as quoted in Kanungo, 1996,p.24). Carl describes himself this w&y, "... the
way in which we conduct ourselves in public and in private is based on who we are. The
deep values and the way in which we were raised...to be positive and to value education.

To take the high road and be a person of integrity. All these things become the fabric

of

who you are" (October, 1999).

It is clear to

see

that Carl's journey to his present leadership position has been

marked by strong mentors whn have taught the importance of ethical principles. Carl's

guiding principles

a^re

to make ethical decisions or "take the high road", to value and

support education in order to preserve democracy, and to live in a ll,ay that
others your

will

shorv

integrity. Therefore, is has been established that Carl reflects the moral

compass of which Covey speaks. The following sections

will show Carl's principles

being put into practice in the seven areas defined as the Value-Based Approach to
Leadership.

17

Assessment of Leader/Followers in Relution to Value-Based Approach to Leadership

Organizational Culture
The organization, from now on referred to as ABC, Co., for which Carl serves as
CEO, has a very rich cuhure. Daft would conclude ABC, Co. is in the collectivity stage

of it's organizational life cycle. ABC's culture is a direct reflection of the collectivity
stage. Having moved out of the entrepreneurial stage by the passing of the original CEO,

ABC's culture helps bind the work group to the common goal in a way that appears to be
healthy and productive.
One of the ways the culture of ABC, Co. is strengthened is by Carl's willingness
and ability to trust the skills of his

staff. Edgar Schein (1996)

states that "...successful

leaders at this stage are the ones who either have enough personal insight to grow

with

the organization and charrge their own ou.tlook or recognize their own limitations and

permit other forms of leadership to emergei'(p.63). Carl admits, " My leadership is non-

directive. I know darn well that I don't have many of the answers. Operationally, I don,t
have any of them, but collectively, we have them

all. IVIaybe not all, but most of them,,

(October, 1999). The feeling of trust in hislher skills by the CEO is shared by those who

work for Carl. Statements (October, 1999) given during interviews about the subject
revealed, "He shares responsibility well" and "He relies on me to be the expert in my
area," support the idea of Carl as the strong leader and most imponantly, an appropriate

leader for ABC in this stage of development.
Schein (1996) goes on to say that for an organization to function and grow at this
stage of development, leadership "...consists of

identiffing the successful eiements [of

l8

culture] and giving them permanence and stability" (p.63). One of the ways in which
Carl has been successful in giving

a.

sense of permanence to the workplace culture is to

recognize the deep feeling employees had or still have for the former CEO, John.

Keeping John alive as a legend of ABC, Co. has not only helped ease the leadership
transition for employees but also deepened the culture. Daft (1998) explains that stories,
particularly about "companY heroes" serve to pass on the culture to new employees and

affirm the same for long-term employees. Carl adds:

I can take very little credit for what

goes on around here. He [John] started the

culture- It is my job not to screw it up! Ow history is who we are. When he left,
there was deep felt grief. A tough time for a lot of people who had known him. I
never could replace him. I want to continue the values that he started and keep on

going. We are doing a lot of [leadership] things but we didn't know what to call

it. We didn't erticulate

leadership but ',ve knew then and we know now, that

culture is a big deal. Popcorn at 3 o'clock,is a huge deal, free pop machine and
balloons are ahuge deal. Family is huge to

us.

With all gf the writing on those

topics, we are starting to recognize theory. Other people are writing what we
have been doing [intuitively] for years (october, 1999).

Infusion of Yalues, Symbols, and Goals
One of the motivating characteristics of a value-based approach to leadership is
the enriching use of values, symbols,

ffid goals. Not only

do these strengthen workplace

culture but they also serve to foster follower commitment. Transfbrmational leadership
theory attests that leaders "...shape and alter and elevate the motives and values and
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goals of followers:.." and that "...whatever separate interests persons might hold, they
are presently or potentially united in the pursuit

of 'higher' goals..." (Burns, 19TB). Carl

seems to have clearly established goals and values which have been received and

internalized by staff. About the organization's values, Carl states:
We went through a process of identifuing our core values, some things that we
absolutely will not change. These are our goals and since we are human, we don't
meet them all of the

time. To conduct ourselves rvith

absolute honesty and

integrity at all times, to take the high road. We exist only to serve students,
schools, and lenders. To treat our employees with dignity and respect. We

will

not change those three things (October, 1999).

It is relevant to point out how Carl's fundamental principles of ethical decisionmaking, support for education, and integrity have been directly reflected in the core
values established by ABC, Co. To testresonanoe of the oore values in the workplace,

participants were asked directly if they knew or could guess what values the leader held.
Statements given by participants in answer to the question all seemed to indicate honesty,

integrity, ffid relationships as values. Only one participant mentioned education for
democracy as a core value. As to whether or not participants felt inspired by the leader,
these values became more apparent as a motivator. Comments from participants

indicated the desire to "impress the heck out of him" and to "do the right thing"

indicating a permeation into follower mentality a sense of the higher ground to which
Burns (1978) refers.

20

In relation to symbols as a motivator, ABC. Co.'s culture seems infused with fun.
Each participant referred to the workplace as a fun place to

work. Anecdotal evidence

from each participant indicated symbols, mostly revolving around the sharing of food,
were a contributing factor in this sense ofjob satisf,action.

Support for Followers
One of the characteristics of servant-leadership is a commitment to the growth

of

people, followers in particular (Spears, 1998). The transformational leadership model
calls this individualized support (Yusof, 1998). Reclassified in the value-based approach
as support

for followers, the support for the people who work for you as a leader is a

recognition of the importance of the follower. Ken Blanchard (1998), in describing
servant-leadership suggests that service to followers is preeminent, "...making goals
clear and then rolling up your sieeves and doing what it takes to help your people

that situation, they don't work for you--you work for thenr" (p.

28).

win. In

As previously

learned, one of the top t}ree core values for Carl and ABC, Co.is treating employees

with dignity and respect. Some of the ways in which Carl successfully brings about

a

feeling of support for followers is to become acquainted with each and every staff
member individually. Carl feels that this is an opportunity for each employee to have a
voice, to talk about his/trer concems, to talk about goals and direction, and to talk about

hislher family. He also issues an invitation to stop by his office at anytime and make a
suggestion, register a complaint, or just to chat. Of the one on one staff meetings, Carl
adds, "The last thing I teil them before we conclude is how much
are here. The other thing

I appreciate that they

I do, and I hope they don't think it is manipulation, is that I care
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deeply about their families" (October, 1999). The servant-leadership aspect of nurruring
the follower is plainly displayed in Carl's genuine concern for his employees. Comments

from Carl's followers indicate a clear sense of his commitment to employees. "l know
he would drop everything to take care of me as a persor," and

" I know

he cares about

people and supports families and gives time off for family things," are examples of how

ABC's values are put into action (October, l9g9).
In work on leader behavior, Podsakoff et al. (1996) were able to show a positive
correlation between transforrnational leader behavior and employee trust. Leonard Be.ry
(1999) suggests trust is essential for a service-based organization's success. Commitment
to customer service is about building relationships with customers. Berry insists
employee/employer relationship based on trust must come

first. Furthermore,

Jack Lowe,

Jr. (1998) says, "Trustworthiness, which requires character and competence, can only

flourish with leadership that trusts, supports; and encourages"(p. 76). ABC, Co. seems to
have supportive leadership in Carl. It appears through his behavior anrd through
statements given by participants in the interviews, the supportive climate is generally

understood. Followers reportedly trust Carl's leadership without question.

Intellectual Stimulation
Some disagreement exists as to whether or not intellectual stimulation is a

motivating leadership characteristic (Keller, 1995 and Podsakoff et al. 1996). Keller
suggests that a leader can

"...inspire and intellectually stimulate employees to perform

beyond normal expectations..." and concluded that transformational leadership is

particularly effective in the field of research and development because it supports
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innovation (p.

1).

Conversely, Podsakoff et al. found an increase in role conflict among

followers whose leaders who provided intellectual stimulation. The researchers suggest
that increased intellectual stimulation may have a long term positive effect but, in the
short term, increase the perception of uncertainty (Podsakoff et al. 1996). In practice,
Carl provides intellectual stimulus to upper management staff by sharing lea6ership

literature and ideas. For other staff members, Carl, an avid email usetr, sends out a
customer service message each and every day. Because ABC is a service provider, it is

Carl's hope that this constant reminder is helpful in keeping the vision of service in front
of the staff,. At the very least, it will cause employees to think about the value of service

daily. If

research regarding the negative effect of over-stimulation is valid, Carl's plan to

simply spark thinking about seruice on a regular basis is sound. Carl also provides
information to staff on a regular basis about board af director's meetings or various other
meetings on site. To the extent confidentiality woulcl allow, Carl shares the proceedings

of the meetings with staff. Carl feels that ambiguity creates con{lict and being open will
dispel rumors. Nevins and Gourlay (1997) classifu this type of conflict as data conflict
stemming from lack of or poor information. Participants in the study all shared the

feeling that ABC, Co.had a low incidence of workplace conflict and that Carl was very

diligent about sharing information.

Visioning
To be able to imagine a course for an organization, knowing its past, being
cognizant of the present, and having an awareness and sense about what trends the future
may hold is visioning" Ken Blanchard (1998) describes the visionary aspect of leadership

.{.J

as the banks of a

river. "The

banks pennit the river to flow; they give direction to the

river. Leadership is all about going somewhere; it's not about wandering around
aimlessly" (p. 22). Carl sees his role as CEO very much as the visionary:
The vision was always there. I articulated the big picture stuff. What I have

purposefully tried to do is get my arms around that and, whenever possible, say
that to the staff, To keep them aware that they do far more than data entry, but,

by golly, what they do is incredibly important. . ..My job is to help them
understand that all the tinre. To figure out where our future is and to try and get
there before

it happens. To establish relationships with other entities. To figure

out where we are going, how we are going to get there, and keep everybody

pulling in the same direction (October, 1999).

Carl is committed to keeping the core values established by the organization but
admits that processes and products

will constantly change. Collins

and Porras (1gg4)

refer to this as one of the characteristics of successful and enduring companies. Further,
a

visionary company is one that is more than simply successful and enduring, it is the

best of the

best. Preserving the values and changing

processes and goals to meet demand

is what puts some companies out it front. Having a vision for the future is integral,
however, articulating the vision is what makes the vision practical. "To pursue the vision
rneiurs to create organizational and strategic alignment to preserve the core ideology and

stimulate progress toward the envisioned future. Alignment brings vision to life,

translating it from good intentions to concrete reality" (Collins and Porrffi, I gg4, p. 2Zl).
As previously stated, ABC, Co., is recognized as a leader in exceptional customer
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service. As leader, Carl successfully communicates this core value to followers. What
transpired in practice at ABC, Co. is the trickle down effect to customers. Employees
feel fairly treated ffid, admittedly, treat customers with the same respect. One of the
most compelling stories of the transfbr of this value came anecdotally. Carl proudly told
a story about a call ABC received from a woman who owed a significant sum of money
and had been working with the collections department. She inquired about her

amount and was ready to pay the bill in

payoff

fult. As luck would have it, she had won a

significant amount of money in the lottery which had given her the means to take care

of

the debt. She said that she wanted to pay this debt off first, because she felt that the

collections department of ABC, Co. had always treated her with dignity. Carl's intent in

telling the story was to highlight the great work he sees coming out of one of the
departments of ABC" Co. However, the anecdote serves as a reflection of Carl's vision

of exceptional customer service and a testament of the transfer of this vision into practice.

Awareness
Spears (1998) quotes Greenleaf s observations about awareness, "Awareness is

not a giver of solace-it is just the opposite. It is a disturber and an awakener. Able
leaders are usually sharply awake and reasonably disturbed" (p.

4). The awareness of

which Greenleaf speaks is more than understanding day to day processes or even trends
of the future. Awareness begins with an understanding of self, of others--employees as

well as customers, and of context-global as well as coillmunity.
Self-awareness is probably the most underrated leadership trait.
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Leadership is generally referred to in terms of interrelating to another, either follower or

organizational community. Unarguably, without followers leadership is moot. However,
effective leadership begins with a person of great confidence, high self-esteem, and a
willingness for self-improvement.

While the scope of this case study did not specifically deal with Carl's selfrealization, it is well established through his life's journey and his on-going reading on
leadership topics, that Carl has a fine understanding of himself and a willingness to grow

in his leadership abilities. With respect to awareness of others, it has been proven that
Carl is very intentional about building and sustaining a healthy work culture of support,
affirmation, and openness. He learned to listen to followers and has given them a voice
by his one-on-one meetings and open door policy. Servant-leadership characteristics that
support Carl's actions in his efforts to serve followers are described by Spears as

commitment to growth of people, listening, empathy, and building community (Spears,

1998). Data gathered from participants at ABC, Co. indicate that Carl demonstrated with
his followers that he is aware of hislher needs, both as employees and as persons.

In his responses to questions about his vision, Carl touched on the topic of his
awareness of the context in which ABC, Co. operates. He sees his position as one that

carries with it the responsibility to network and establish "relationships with other

entities" (October, 1999). He purposeflrlly communicates his overarching principle

of

education for democracy with his followers by showing them how they fit into the bigger

picture of higher education. Carl seems to be aware of the trends in higher education and

26

is in tune with the needs and wants of the customer. His keen ability to harvest those
concepts and aniculate them to followers is key in his successful leadership of ABC, Co.

Relative to awareness on a local level, ABC, Co. has established a tradition of
Charity Jeans Day. On Fridays, ffiy employee wishing to dress down or wear blue jeans
to work contributes a dollar to a fund. The accumulation of cash is then donated to a
local charity chosen by the employees of ABC. While this may seem like a simple idea,

it is another example of how Carl reinforces with employees his/trer membership in
another, larger community.

Stewardship
Stewardship, much like servant-leadership, is a commitment to serving other's

needs. Stewardship is about holding something in trust for a time and in the case of the
workplace, being accouutable for the outcome. Fairholm (1997) describes the stewardleader as one who serves followers and maintains a mission for the organization. He adds
that stewardship is about "how" work is done rather than "what" work is done.
Stewardship practices valuing others' skills and allowing himlher to use those skills

accordingly. Giving up control and empowering others to do good work is practicing
trust in the workplace. In practice, Carl has been vocal about being "one voice out of

eightj' meaning he

shares power

with the vice-presidential staff (October, 1999). He has

surrounded himself with competent people who share the same values and are

particularly good at tasks where Carl himself admits he is weak. Carl stated jokingly,

"...it would

be

folly forme to

second guess them [management

staffl!" (October, 1999).

Operationally, Carl leaves the management to managers. Functionally, Carl serves to
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lobby the Board of Directors for resources for ABC, Co., to facilitate idea creation, to
give direction, ffid to build consensus. He works to give each employee a voice. Carl is
also aware of the deep feelings many of the staff had and still have for the former leader,

John. Because John founded ABC and the deep-seated emotion for the man, Carl stated,

"I never could replace him. I want to continue the values that he started
going." Sentiments such

as these capture the heart

and keep on

of stewardship--the idea of holding

something in trust for a time. At some point, Carl will pass the leadership position on to
another, hopefully well prepared leader to carry on the same vision.

Summary of Case Study Findinss

Summation of Goals, Procedures, and Analysis

At the outset of the case study, it was hypothesized that quality leaders

are

persons of sound ethical standing, ffiB products of life's journey of learning, and are

practitioners of a value-based approach to leadership. By gathering qualitative research
data on-site, including interviews and observations, the researcher sought to establish that

leadership theory, applied with or without knowledge, has an impact on follower

behavior. Specifically, the researcher sought to target the infusiol of values as a
motivator in followership attitudes. Also, it was hoped thatthe subject of the study, Carl,
was a person of strong principles and that he purposefully worked to transcend followers
by the infusion of his principles into the workplace culture.
The procedure for gathe.ing data via interview and obsenration provided a rich indepth look at value-based leadership in the workplace. During the on-site visit, all
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contacts at ABC, Co. were pleasant and insightful.

All interview participants

spoke

candidly, if not reverently, about the subject. Participant responses varied only slightly in
content, though response articulation and leadership comprehension increased in

correlation with increase hierarchical level of participant.
The results of data analysis offers significant support for the stated hypothesis.

In responding to the questions about his life's journey, Carl gave testimony aboutthe
infusion of values in his history from parents, colleagues, and mentors. His credo, "Take
the High Road", governs much of his leadership character. Followers seem to know and
understand Carl's value-based perspective. Participants are hearing the mission, goals,
and values and are transferring the same to the customers serv'ed. Specifically noted was
a sense of proprietorship

of each participant in the shared vision of the leader. Each

participant seemed to have internalized the vision and the core values. The anecdotal
evidence of the debtor wanting to repay,her obligation to ABC because she felt as though
she had been treated

with dignitl- sllms nicely the internalization and transference by

followers of core values. Also, it cannot go without notation that participants were
sirnply hoppy to be working atABC, Co. The workplace culture is supportive and open,
emphasizing family and community.

Carl seerns to have effectively established some core values with symbols and

fun- Popcorn and balloons are symbols of recognition and fun, but more heartfelt is the
one-on-one meetings Carl conducts with each employee. The gesture to make himself
available to listen to staff concerns and needs, not only as employees but also as persons,
is the essence of the servant-leader's strength. Empirical studies indicated a positive

correlation between transformational leadership behaviors such as support for followers
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and the level of trust (Podsakoff et al. 1996).

At ABC, participants said that they trusted

Carl and his abilities absolutely. His support for his followers is perceived by the
followers to be sincere. The support for followers is a significant characteristic in the
culture of the organization.
Carl appears to have a willingness for self-improvement. His office library has
leadership books about great historical leaders as well as some of the popular leadership

thinking. Carl distills and disperses some of the highlights of his reading to followers in
his organization. Carl is intentional about sharing information to dispel conflict.

While Carl did not refer to himself as a visionary leader, from interview and
application of leadership theory, it can be determined that Carl's leadership is in fact,

visionary. Carl provides the banks of the river and moves the organization in a forward
motion. Carl leaves the operational end of the business to the operational experts but
lobbies for resources to support the team. Carl articulates his vision well ffid, from
corroborating participant interviews, the vision is being internalized. Carl is aware of self
and others as well as the market place.

Carl offers a stewardship aspect to his leadership. He empowers his staff, fights

for resources, facilitates ideas and provides direction and affirmation in decision-making.
He seems to be holding in trust an organization started by another by carrying on some

of

the values, stories, and symbols begun under prior leadership.

Conclusion and Implications for Leadership
This case study offers significant evidence that a value-based approach to
leadership is productive and healthy. Leader and followers experience high job
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satisfaction, high levels of trust, and low incidences of

conflict.

Customers are

reportedly treated with the same dignity as employees, increasing the level of perceived
service and satisfaction. It is recommended that research be done on the customer
satisfaction aspect in future work. Nonetheless, the data gathered offers enough evidence

to make several generalizations about leadership with a value-based approach which have
positive irnplications for both leaders and follorvers. First, establishing core values has a
significant impact on leader/follower trust, provided, as in this case study, that the values
are transferred and

intemalized. Communication of information from the leader assists in

the transference of the values and attributes to the low level of workplace conflict.
Second, supporting followers as holistic beings builds commitment to the leader and the

mission. It seems plausible that the support for followers could be perceived

as

marripulation and leadership should be aware of the possibility of a negative follower

reaction. Finally,

a

positive organizational culture has a strong irnpact on follower

behavior. The creative use of symhols, the continuous reminders of the mission and
values, and the infusion of fun activities bind individuals into a common group with
shared goals. These conclusions offer not only a prescriptive way for leaders to

implement a value-based approach to leadership, but also sound practical evidence that

"taking the high road" is worth the effort.
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Appendix A:

Interview Questions for Subject

l.

Share with me the life's journey that brought you to this point.

2. How have mentors played a part in your leadership development?
3.

We have all made mistakes. What impact have your setbacks had on your leaclership

style? What did you learn?

4. How do you view your leadership style? (Strengths and weaknesses.)

5.

What are your top three values? Do you weave your values into the workplace?
so,

how? If not, why not?

6. Tell me about your role in the organization. How do you shaped the vision of the
organization?

7.

What are the top qualities you look for in hiring your management team?

8.

How do you as a leader help others r,vho work with you deal with risk and change?

9. How do you relate your goals to others or assist others in setting goals for the
organization or themselves?
10. How do you get followers to embrace your vision?
I I . Describe the culture of your organization. How have you shaped

it? Tell me about

traditions or symbols of the orgaruzations?

12. What do you see as challenges for your leadership in the next five years?
I

3. What would your advice be to someone like me who is interested in a leadership
role?

14" What do you read?

If

Appendix B:

Interview Questions About the Subject

l.

Share with me some of the strongest leadership qualities of the subject.

2.

Has the subject's leadership qualities shaped your own leadership style? Why or why

not?

3.

Where are the subject's weak ieadership areas?

4. How does the subject have an impact on your job satisfaction?
5.

Who generates ideas for the organization?

6.

What happens when someone has an idea contrary to the subject's?

7.

Do you feel supported by the subject t-or your work? How?

8. How does the subject assist you in reaching goals?
9.

Do you kno#guess what the subjecr's values are?

10. Do you trust that the sub;ect is doing a good
1

1.

job? srhy or why not?

How does the subject interact with errrployees (followers)?

12. Would you describe your workplace as fun? Why? Why not?
13. Does the subject inspire you in any

way? How? Why not? Personally or

professionally?
14. Would you like to add any commentary on the subject's leadership style?

